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Abstract
The accelerated procedure for electrical work [in French: Travaux électriques selon Procédure
Accélérée (TPA)] was introduced in October 1996. It allows the contractor to carry out minor
electrical installation jobs (about 350 a year) independently. The special features of the TPA
are that the number of hours to be worked is limited to 16 and the cost to less than 1000 CHF.
This procedure has substantial advantages for both the requesters and ST division. Firstly, the
requester benefits from direct contact with the contractor, prompt action and simplified
invoicing. In addition, ST division, relieved of ordinary minor work, can concentrate on
larger-scale projects and can take advantage of a simplified system of administration. The
author sets out the course of the procedure, its advantages and drawbacks, the statistics and
the results of a satisfaction questionnaire. This procedure could be adapted and extended to
other operations linked to future contracts.
21 INTRODUCTION
In October 1996, a few months after the award of the new electricity contract C137, CERN and the
contractor introduced the TPA procedure. TPA stands for ‘accelerated procedure for electrical work’
(in French: Travaux selon Procédure Accélérée). This procedure applies to minor electrical work with
a limited price (1000 CHF) and a limited number of working hours (16 h), usually performed in
buildings such as offices, laboratories or workshops, where the contractor, applying the international
electricity standards, is perfectly capable of working completely independently.
This document covers the following items :
- What is ‘TPA’?
- The importance of the TPA
- The TPA procedure
- Advantages and disadvantages
- TPA restrictions
- Feedback from users via a questionnaire
- Conclusion and a possible extension of the TPA.
2 WHAT IS ‘TPA’?
TPA is minor electrical work carried out according to a given procedure which covers the handling of
a large number of requests for minor modifications to electrical installations. Examples of such work
are:
- modifying a lighting installation of an office,
- adding an electrical socket in an office or corridor for computers or photocopiers,
- fitting a terminal strip on a rack,
- adding an electrical heater.
3 THE IMPORTANCE OF THE TPA
Alone, each of these minor electrical jobs is not very extensive but, taken together, they make up
over 20% of the total annual number of operations in the contract. In total, there are about 350 minor
work requests per year. ST/TFM handles about 250 of these requests and the rest are handled by
ST/EL. Because of this large quantity and, to avoid loss of time with administration or co-ordination,
it is very important for the ST division to have this work carried out in the most effective way, which
is also an advantage for the user.
Because a great deal of these jobs are executed in office buildings during working hours, they
must be performed discretely. The main aim is to respond quickly to a large number of requests and
to comply with the client’s request. The work should be carried out properly, within the requested
time, and the price should be kept low. Therefore the contractor and ST division regard the TPA as
the contractor's ‘visiting card’.
34 THE TPA PROCEDURE
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44.1 How it works – see flow chart (Fig. 1)
The user may contact the contractor's coordinator directly. These two persons will reach an agreement
on the technical and financial matters and the time limit. The work will be carried out accordingly.
The CERN coordinator receives a copy of the tender but will receive the TPA sheet (Appendices 1 &
2) only after the work has been completed. On the TPA sheet the contractor indicates the client’s
name, division, group, telephone, budget code, and a full description of the work done. Also noted are
the date of the intervention and the name of the electrician. In two columns, the number of hours
worked and the material used are noted, and the final amount is calculated.
During the weekly meeting of the two coordinators, each TPA is discussed and accepted by the
CERN coordinator. Random checks are made to verify the work. Ideally, about 20% of the work
carried out is checked. After accepting the technical and financial aspects of the work, the CERN
coordinator draws up a TID, used as the final bill. The amounts for the material used and the number
of hours worked are also written in the TID. The user pays by TID using a budget code especially
created for the TPA. This computer signature is the only time the user is required to sign, and his
signature also certifies acceptance of the work done. At the end of each month CERN transfers all the
TPAs effectuated during that month on to one Job Financial Covering Order (OSVC) drawn up and
signed by the CERN coordinator.
4.2 Administrative part of the TPA
A firm may refuse work for which a Job Order (OS) or OSVC has not been issued. Under a contract,
an OSVC that covers the financial aspect of the work to be carried out must be issued. For minor
work this would involve about 350 OSVCs per year, and each one of them should be transferred to the
contractor before work is started. To prevent paperwork from slowing the ‘projects’ down, one signed
OSVC for the approximate amount of one month's work is always issued. At the end of every month
an OSVC is drawn up covering the exact amount of the sum of all the TPAs carried out during that
month, and paid by the special ‘TPA’ budget code. In this way, the number of OSVCs is reduced from
about 350 to 12.
The TPA price list is very short and work is invoiced on the basis of time spent. While the price
for all the other work done is invoiced using a price list code, the calculation for a TPA is much
easier, covering simply the (actual) time spent and the equipment supplied. There is even a short price
list for the items invoiced. Minor items such as screws, tubes, fixings, etc., are not directly invoiced.
To simplify matters, this equipment is included in the hourly rate, which is about 15% higher than the
normal invoiced hour.
5 ADVANTAGES AND DISADVANTAGES
5.1 Advantages
The most important advantage for CERN is the direct contact between the user and the contractor.
This means less involvement of the CERN coordinator, and the user can explain his/her requirements
directly to the contractor's coordinator. For ST, the coordinator does not have to deal with a large part
of minor work and can concentrate on larger-scale projects.
The user will receive a tender with the cost and expected delivery date; if it is accepted, the
work will be carried out accordingly. Obviously, in case of doubts, whether technical or financial,
either the user or the contractor may  contact the CERN coordinator to settle a problem or discuss the
various alternatives.
For the TPA to be more efficient the contractor is required to set up a special team. The
advantage of a special team is that when absolutely necessary, brief operations can be carried out on
the same day as the request.
55.2 Disadvantages
The inspections, both technical and financial, made by the CERN coordinator are only partial, owing
to the very large number of operations. This saves time, as previously almost all of the work was
checked. On the other hand, however, minor technical errors are discovered later on, or, in extreme
cases, not at all. Examples of such errors include incorrectly laid cables, unlabelled sockets, etc. The
same drawbacks arise when the proposed solution is purely technical whereas a technical-economical
solution would be more appropriate, and in cases where the tender covers an excessive number of
hours for the work to be done and the user accepts it without objection.
5.3 Covering the disadvantages
To ensure an acceptable degree of control over the TPAs, the CERN coordinator reads the TPA sheets
carefully and keeps a database with all the TPA's parameters up to date: number of hours worked, the
price of equipment, the total price, and also the user’s name, budget code and the number of the
building/room where the work was done. As many TPAs are of a similar nature, the statistics
provided by the database also act as a control. Any change in the average number of hours worked or
in prices requires a closer look at the work carried out (Fig. 2).




































66 TPA RESTRICTIONS IN THE CONTEXT OF THE CONTRACT
Electrical contract C137 requires the contractor to set up a quality assurance plan [1]. One of its
sections covers the TPA. It sets out how the procedure works and, in particular, when the contractor is
not entitled to apply it.
The TPA procedure may not be used in the following cases:
- secured network such as no-break power supplies or uninterruptable power supplies (UPS),
- general emergency switches,
- electricity sub-stations,
- modifications in electrical distribution boxes,
- when supplying staff (contract labour).
These restrictions are applied in order to prevent interventions in places like electrical sub-
stations, where work authorizations are required. In these places the knowledge of CERN's ST staff is
irreplacable. Another reason is to ensure better updating of electrical diagrams and drawings. In the
OSVC procedure for electrical work CERN has complete control over the decisions to be made before
work starts. It is the CERN coordinator who decides the technical and financial matters whereas in the
TPA procedure the decisions are made by the user and the contractor.
7 FEEDBACK FROM USERS VIA A QUESTIONNAIRE
The nature of the TPA procedure means that the ST/TFM group has little contact with the users for
this activity. In order to know their opinion and to obtain feedback concerning the service rendered,
CERN's coordinator regularly sends a questionnaire to a number of users immediately after the work
has been completed and payment made. Seven questions are asked to discover their opinions about
the response time, contact with the contractor, the quality of the work, and the price. The results are
stored in a database and may also be used to check how the contractor deals with his customers. The
questions are:
1 a For job requests made directly to the outside firm, were you satisfied with the response time?
1 - 10 (1 = very unsatisfied, 10 = highly satisfied)
1 b For job requests made to the division (ST), were you satisfied with the response time?
1 - 10 (1 = very unsatisfied, 10 = highly satisfied)
2 Were you satisfied with the time between your first contact and the start of the work?
1 - 10 (1 = very unsatisfied (too late), 10 = highly satisfied (as agreed)
3 Were you satisfied with the first contact with the contractor?
1 - 10 (1 = very unsatisfied, 10 = highly satisfied)
4 Were you satisfied with the way the work was done?
1 - 10 (1 = very unsatisfied, 10 = highly satisfied)
5 What did you think about the price in relation to the work?
1 - 10 (1 = very expensive, 10 = very cheap)
6 Were you satisfied with the administrative part of the work?
Too complicated, too little information, etc.?
1 - 10 (1 = very unsatisfied, 10 = highly satisfied)
7 Do you feel the need to know more about this procedure for forthcoming job requests?
7A Do you have any suggestions, remarks which could help to improve this procedure?
B Do you have questions about this procedure?
The results are rather positive. The average overall rating is 7.4 on a scale from 1 (very
unsatisfied) to 10 (highly satisfied). The rating for the time taken is 7.7, for reception 8.2, for the
quality of work 8.6, and for the price 4.8. We thus found that the users are very satisfied and feel that
the costs for the work done are acceptable.
8 CONCLUSION AND A POSSIBLE EXTENSION OF THE TPA?
The TPA gives both the contractor and the users a clearly defined degree of freedom, with limited, or
even no action on the part of ST division. In fact, the user and contractor are completely free to use
their budget as they wish up to a ceiling of 1000 CHF.
This procedure could be introduced in other fields such as painting, ventilation, water systems,
etc. Of course the rules would have to be changed and the limitations adapted. For other fields the
work is similar to those handled by installers for private customers. There too, it is often the customer
(user) who decides the (technical) details and accepts or refuses an offer.
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